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ABSTRACT

When we analyze fire service operations we redize that it is our employees that make our
organizations effective, and that our missons can only be accomplished by the collective efforts of these

individuas.

The focus of this research project was to eva uate the current Sate of performance gppraisa in
the fire service and to provide a point paper indicating methods that can be used to develop and
implement an effective employee evduation sysem. To provide direction for the project the following
concerns were explored:

1 What concepts should be considered when developing afire service performance appraisa
sysem?

2. What has been the experience of other observers of evauation sysems that can help thefire
sarvice perform evauations more productively?

3. What can be done to hdlp first line supervisors to evauate their subordinates in amore
productive manner?

The research method used was a descriptive study consisting of a literature review, the gathering of

information from a survey instrument devel oped to determine the current status of existing programs and

how they are being received by managers and supervisors and topica reference review.

The results of the research provided basic guiddines for performance appraisa systemsthat can



be used as the foundation for implementation in any fire service organization. With each organization
having its own structure and operationa nuances, no canned program is recommended in this report,

only direction, and a basic framework.

Discussion included ways that an organization can utilize a performance appraisa program to
motivate employees to develop their taents and capabilities to the mutua benefit of the individua and
the organization. The content of an effective program as well astypicd pit-falsand program
educational needs were reviewed.

Recommendations ranged from an explanation of the need for atime managed system, which is
ongoing through the year, to the smplification of the system to make the process more consstent and
defensble. In generd it was found that to be effective, the employee and the supervisor/manager need
to be educated in the system; its good points and its potentid pitfalls. The system should be consistent,

under continua review for improvement and be tailored to the employees of the department it evauates.
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INTRODUCTION

Thefire service, like any other business or organization that is service oriented, isfinding that
management skills must change. The other mgor redization is that the work forceis our most vauable
resource. To get the most from the work force and provide the best services possble, today’s
managers and supervisors must have agppropriate evaluation tools to lead and coach the employee.
Therefore, the purpose of this research project was to identify concepts and methods of using and

applying performance gppraisds effectively in the fire service.

The report will focus on the following concerns to determine way's to develop and implement an

effective performance appraisa system in afire service organization.

1. What concepts should be considered when developing afire service performance gppraisa
sysem?

2. What has been the experience of other observers of evauation systemsthat can help thefire
service perform evauations more productively?

3. What can be done to help first line supervisors to evauate their subordinates in amore

productive manner?

This study utilized severd research methodologies, one being a historica evauation, to

determine the current status of performance evauation in the fire service. For this purpose, the author’s



mutud ad divison in northeastern [llinois was selected as the target of a survey to solicit informetion
from adminigtrative and supervisory officers to determine perceived vaue and effectiveness of current
performance appraisal systems. Based on feedback from the surveys, the author hopesto develop
guidelines to asss other fire service adminigrators in their development of performance gppraisa tools
and supervisor training. This report is being devel oped while the author is involved in the development
of anew performance gppraisa system and associated training of supervisorsin his own department.
The information gained while researching this project is being used asit is being acquired to improve the

effectiveness of on- going coaching and counseling of personnd in the author’ s department.

In summary, this report will atempt to evaluate methods and techniques that are available for
fire service adminigrators to design and develop performance gppraisad systems. A comprehensive and
well-developed gppraisad system can improve productivity and efficiency of personnel while providing

guidance for career development and enhanced employee coaching.



BACKGROUND AND SIGNIFICANCE

The Nationd Fire Academy’s Executive Fire Officer Program includes a course entitled
"Executive Leadership”. The focus of this course isto prepare the manager of afire service
organization by providing aframework for participants to conceptualize and use key processes to
improve executive leve sKills, thusimproving their ability to make decisions regarding a department’s
future with regard to its manpower and other resources. Upon completion of the course, students are
required to conduct a research project as part of the course curriculum. To fulfill the requirements, this
research project ties itsdf to the Executive Leadership course by using this project as a problem solving
exercise while dso utilizing severd course components as cataysts towards exploring fire service
performance evaluaion systems. Severa research methodologies will be used to collect information
regarding the subject under review. As stated in the introduction, the purpose of this research project
will be, to indicate what should be consdered while utilizing a performance appraisal program in afire

service organization.

To provide some perspective on performance gppraisas, it should be redlized that one of the
earliest recorded efforts at appraising job performance occurred in the U.S. Army. 1n 1813, Generd
Lewis Cass was asked to provide formd evauation of his men. Although Generd Cass' comments
provide a humorous example, they aso identify the problem that occurs when there are no specific gods
edtablished againgt which to evauate performance. Some of the comments that were icited from

Gengrd Cass evduations are humorous but in some cases could be reflective of ill directed



performance appraisa systemsin today’ s fire service. The following examples are from Generd Cass

performance appraisas.

. This officer has talent but has kept it well hidden.

. He hasfailed to demonstrate any outstanding weaknesses.
. Open to suggestions but never follows same.
. Of average intelligence except for lack of judgement on one occasion in attempting to capture a

rattlesnake for which he was hospitdized.

Despite the obvious drawbacks of such trait oriented rating systems, the U.S. military continued
to be in the forefront of developing a standard appraisal process. Later in the 1800s other federa
indtitutions such as congress and the civil service, attempted to implement performance evauation

systems with varying degrees of success.

Thefirst forma evauation process in private businessis thought to have been indtituted in 1913
by Lord and Taylor, aNew Y ork department store. Following World War 1, many businesses adopted
various merit systems of performance evauation. Mot tended to focus on traits of the employee and

how he or she gpproached the job rather than on the results of their performance.

The forma performance appraisal process has experienced along history of critical and

negative scrutiny from practitioners and theorists dlike. Research indicates that for sometime it has
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been recognized that there isinherent difficulty to the conducting of performance appraisas by managers
who are faced with the conflicting roles of employee developer and evauator, then of being a coach and

sometimes being ajudge.

Human resource managers and personnel directors struggle with the inadequacies of a
performance appraisad system which is used for both determining organizational consequences such as
pay or promotion, and for assessing individua abilities and motivations as they rdate to individua career
development. Specifically, information required for apay or promotion decision is primarily concerned
with a comparison between the performance of different individuals whereas information required for
developmenta purposes is concerned with differences within and about a particular individud’ s
performance. The types of information needed for these two performance gppraisa gods are quite
different and diverse and it may be impractica to gather both from most systemsin usetoday. A
number of researchers have suggested that the two incompetible purposes of performance appraisa
should be separated temporarily, having two interviews as far gpart in time as possible. In one, the
manager acts as a coach and engages in mutua god setting, in the other, the manager acts as
scorekeeper and judge awarding sdary increases on the basis of goals attained. At the sametime, a
growing body of evidence has questioned the efficiency of traditionad performance gppraisa processes
overdl. The argument againg the traditiona performance appraisa process seemed to be based on
logica or ethica consderations. Some of the nay sayers of the traditiona performance appraisa have
pointed out short term performance fluctuations are best explained by environmental factors such as

resource availability or market conditions which are beyond the control of individua managers.
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Rewarding or punishing an individua based on performance caused by Stuationd varigblesis not likely
to lead to improvementsin individua performance because the individua’ s behavior is not the cause of a

particular level of performance.

Furthermore, from a Tota Qudity Management (TQM) perspective, some writers have
expressed abelief that the individuad performance appraisa processis detrimenta to the organization.
In this view, the primary purpose of the traditiona performance appraisal processis directed toward
identifying and articulating differences among individuads. InaTQM system, differences among
individuals performances are intended to be smd| through the use of rigorous selection and training
programs. |If the differencesin the performance acrossindividuas are large, it is assumed the cause
rests with the syssem. Therefore, the appropriate emphasis is on correcting the management system
rather than the individua who is part of that system. More importantly, the emphasis on persondizing
problems draws attention away from the team and cooperative nature of awork environment. Ina

traditiona performance gppraisa system, competition is emphasized rather than cooperation.

Despite these shortcomings of traditiona performance appraisals, it is doubted the vast mgority
of fire service or public safety agencies will discontinue using this type of evauation tool in the near
future. Therefore, it is essentid that first line supervisors and managers be adequately trained to

properly administer the performance gppraisal evauations.

Over the years, both government and business have tried various systems to come up with the
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most appropriate way to evauate performance. It has now become generaly accepted that the best
way to evauate performance is to focus on the employee s behaviors and results not on their persondity
traits. Performance appraisals have become the preferred method for observing, evaduating and

measuring employee performance.

While we dl can become familiar with the need for performance evaduation, it isthe rarefire
chief or organization that has significant background to sufficiently plan, ingtruct upon and implement an
effective performance gppraisal sysem. Thisreport will attempt to provide a guideline for components
that can be used as implementation tools for the effective use of a performance gppraisal sysem. While
many of uswill be unable to significantly dter the documents used for performance appraisd, the
delivery of that sysem and itsimpact on our employees can be significantly improved through training
and preparedness of our managers and supervisors. Hopefully this document will be of some vaueto

thefire sarvice,
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LITERATURE REVIEW

Part of this research project wasto perform areview of literature available on the topic of
performance appraisa. Most of the research for this project was performed on materia obtained from
the Learning Resource Center on the campus of the Nationd Fire Academy. The materia was obtained
directly from the Learning Resource Center while the author was in attendance at the Nationd Fire
Academy for Executive Fire Officer training. Additional areas of research involved the experience of
other fire service officersin the author’s mutual ad divison and materia obtained from various libraries

and research centers at colleges and universities in northeastern Illinois.

In arecent article on thetopicin Fire Chief M agazine, (Thomas W. Aurnhammer, Augus,

1996, page 102) “Personnd Evauations - Are we being effective?’, summed up the importance of our
personne with the following commert,

In any organization personne are the most vauable resource, and even more so in the

fire service....The governmental bodies we work for engage people, materia and money

to provide various servicesto the public. The most important resourceis the people,

because an organization would have a hard time providing services with just cash and a

lot of equipment. The human factor is critica to our ability to provide servicesto our

customers.
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This article continues by exploring the author’ s findings of what three main functions should be
accomplished by an effective fire service forma evauation program. The article indicated these are;
1) To inform the subordinates how they are doing and that their superiors are
aware of that performance.
2) To give supervisors a more objective method to look a performance, and not
rely on more subjective persond preferences.
3) To identify and alow the correction of deficient behavior.
During the research accomplished for this project these three basic functions have proved to be a solid

foundation for an effective personnel appraisa and evauation system.

While conducting performance appraisa's an obvious dilemmaiis present: the process can
provide powerful benefits, while being inherently difficult and awkward. Employee evduations are a
fact of organizationd life no matter how they are conducted, be it in aforma or informal setting.
Decisions about employees must be made and performance appraisal works best when it is done on the
basis of an ongoing performance management system, in which goals and objectives are set in advance

and performance coaching occurs throughout the year (Derven, 1990)

The process of performance gppraisa is generally supported and gppedls to employees at its
onset, but they rarely support the process onceit isimplemented. It may not occur immediately to
employees that they are conceding to management a powerful tool of control. Two reasons lie behind

employee support and both stem from the fact that most workers think they are doing a good job.
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Estimates and research suggest thet 75 to 90 percent of employees believe that their performanceis
above average. Most workers want positive feedback but management is often uncommunicative.
Performance appraisa requires management to notice what a good job workers are doing. Second, if
you ask someoneif they wanted to be judged on their accomplishments or their longevity, their

accomplishments would normaly be their preference (Rollins, 1988).

Performance evauation systems affect an employee' s career path and benefits and claims of
discriminatory employment practices are increasing in government agencies. Research indicates that
employees are three times more likely to sue their employers then they have been in the past. Many
wrongful termination lawsuits are made possible or are based upon the employer’ sfallure to havein

place an adequate performance appraisal procedure (Eyres, 1989)

The American fire service is a business that needs to show that it isbeing run in an efficient
manner and that its employees are productive. To provide a control mechanism in the organization and
to give guidance to the employees, a performance appraisal program is essential. The success of any
evauation program depends on management’ s commitment, attitudes of supervisors, and training in its
use. The process should not only be used to assess performance but dso to motivate and improve the
contributions of the employee to the organization. The process can be useful if it is understood that the
employee is an adult and deserves to be treated as a responsible and essentiad member of the
organization. If thisisforgotten the evauation program can do more harm than good and nothing will be

accomplished to improve the supervisor/employee rdationship. When improperly administered they do
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not improve mora and in fact they decrease it, with an increase in mistrust and the introduction of
relationship barriers. What is needed is not criticism, subjective negeative opinions, nasty comments or

surprise, but advice, counsding and help with problem analysis (Lee, 1990).

Good performance eva uations establish accountability for individuasin meeting established
gods and how performance will be judged if the god is not reached (Carter and Rausch, 1989). There
is ahuman factor to performance appraisa and supervisors are certainly human, therefore, they can be
effected by various rating errors. The most common is the hao effect, which isthe name for atendency
to let one favorable or unfavorable trait influence the judgement of an individua asawhole. Training of

supervisorsis essentia to avoid this condition (Bittel, 1985).

While performing an employee eva uation the supervisor has aresponghbility to communicate
professona goals and to discuss the actions of the employee from a professona standpoint not a
persona standpoint. The supervisor should gtick to the main point, stay in the present, and look to
possible future action. Thiswill generate awin-win stuation so both the supervisor and the employees

are benefactors of the evaluation process (Cadwell, 1995).

Not dl literature that was reviewed on the subject held employee performance appraisasin high
regard. Total Qudity Management (TQM) is thought to be a promising development in management
literature and training. It is a development based on successfully applied Japanese management

techniques which have been brought to the United States by the teachings of W. Edwards Deming.
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With its many messages are the importance of teamwork and system design. According to Deming,
“Apparent differences between people arise dmost entirely from actions of the system that they work
in, not from the people themselves’ (Deming, 1982). In other discussions dong this frame of mind,
work by Frank A. Yeager in 1987 indicates that it is extremely difficult for supervisors to determine
what is an outstanding or fully satisfactory activity from that which we are reecting to. Thisisdearly
beyond the capahility of any performance system. In such Stuations, performance gppraisa becomes a
gtuation of blaming the victim, who isthe employee. This belief would follow Deming'sideathat we
should firgt fix the system before we find fault with the individua employee. Thisinformation isworth
noting; certainly the team concept or system in disrepair idea should be reviewed and al fire service
agencies need to look at themsalves as an organization. The preponderance of literature indicates thet,
if conducted properly and with training, an gppraisa system does have a positive effect on employeses,

not a negative one like these authors indicated.

Performance appraisd is perceived to be acritica human resource management function in most
organizationsin the United States. Research estimates that over 90% of dl large private sector
organizations in this country employee some form of systematic employee gppraisa and review (Locher
& Ted, 1988). Thiscan dso be said for public sector organizations, as the number of these agencies
using formal appraisal processes continue to Steedily increase (Maroney & Buckely, 1992). A
considerable amount of study has been paid to the role of the performance appraisal process because of
the belief that an effectively designed and implemented appraisa system can provide the employee, the

manager, and the organization with ahogt of pogtive benefits. The literature on performance gppraisa
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generdly concludes that an affective gppraisa system can provide the following benefits to an
organization and these would seem to be gpplicable to the fire service aswell as any other public or
private organization. These were indicated by A.M. Mohranman Jr., SM. Resnick-West, and E.E.
Lawler as; 1) provide management with a useful communication tool for employee god setting and
performance planning; 2) increase employee motivation and productivity; 3) facilitate discussons
concerning employee growth and development; 4) provide a solid basis for wage and salary

adminigration; and 5) provide data for a host of human resource decisons.

Additiond literature review on the topic indicates that having a sound appraisa system and
procedure is no guarantee that an organization’s appraisal process will be effective. Managers and
subordinates must have a shared perception of the purposes and functions of the process and the belief
that the appraisa processis useful to them on an individua bass (Wright, 1985). The willingnessto
participate in the gppraisa processis just asimportant as having the necessary skills to conduct an
gopraisal. With asystem that a supervisor believesin and has skills with and the employee understands
the needs of, dl parties involved can be satisfied (Longenecker and Goff, 1990). Further review
indicates that employees react favorably to the gppraisa process when it satisfied their needs and
included an opportunity to state their position. When factors on which they were being evauated were
job related and when objectives and plans were discussed openly. Management and subordinates do
not aways agree on what congtitutes an effective appraisa. When managers and subordinates have
shared understanding of the purpose of the appraisal and each party’ srole in the appraisd, the

subordinate' s acceptance of the appraisal increased (Longenecker, 1987).
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In light of the information reviewed it can be said that the performance appraisa system could
be looked upon as being unfair and biased by human influence or subjectivity. However, the
preponderance of the literature reviewed indicates that a system that is well thought out with training for
the rater and the employee can develop into awin-win stuation for an organization. A process can be
devel oped that provides redigtic performance standards, on-going monitoring of employee performance
and improved communication in an organization. Thiswill then enhance the work environment and
improve performance, or at least document poor performance and management’ s attempts to make

corrections.
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PROCEDURES

To obtain information on the topic an extengive literature review on the subject was conducted
aong with an information survey. The survey information was used to determine whether other fire
service adminigtrators and supervisors of the author’s area had concern regarding the effectiveness of
evauation and performance gppraisal sysems. The didtribution of an informationa survey to solicit

comparétive data on the topic was conducted.

The survey ingrument was formulated into a four-item questionnaire designed to assess
subordinate supervisors and manageria perception of the effectiveness of their current employee
gppraisal process. The questionnaire employed aten point rating scae ranging from a 10 which wasthe
maost positive opinion or level of agreement to 1 which isthe least positive opinion or lowest level of
agreement. With each item a second inquiry was made to gain understanding with regard to recent
changesin the performance appraisal process. If the instrument was developed in the past three years,
it was thought to be arecent change. In generd, it was asked if the new process was appropriate and
progressive. This second inquiry was eva uated from one to ten with ten being the most positive and
onethe least positive, N/A was dso availableif this portion did not apply. Additiona space was

provided to comment on itemsin the survey.

The survey instrument was administered to management and supervisory officers of the

seventeen fire service organizations in the author’ s mutua ad divison. To provide additiond
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understanding with regard to the information received random tel ephone interviews were conducted
with survey participants to focus on information obtained and to understand what was submitted. (A

copy of the information survey form isin the gppendix of this report)

It was assumed thet al respondents answered the questions honestly and that dl were
knowledgeable with respect to the topic, due to their position as officers on their respective
departments. The limiting factors of thisinformation’s gpplication, were the fact that thisisasmdl
population of inquiry and it is particular to the instrumentsin place at the surveyed departments of

northeastern lllinois.
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RESULTS

Based on the results obtained from the survey and subsequent interviews the following finding were

obtained:

In the table presented below a comparison is devel oped between the responses solicited from
chief officers and subordinate officers. For the purpose of smplification and presentation of these
results the responses were consolidated into two generd types, with one through five being negative or

disagreement and 6 through ten being podtive or agreement.

Item Position Disagree | Agree

Competencies of the current evauation program are Manager 46% 54%
appropriate to the job being evauated Subordinates 2% 28%
Process provides relevant feedback on self-development | Manager 23% 7%
to the individua being evaluated Subordinates 70% 30%
Process has a pogitive effect on employee morae. Manager 70% 30%

Subordinates 73% 27%
Processis avaid source of employee assessment. Manager 30% 70%

Subordinates 57% 43%

In the firg criterion, which referred to the competencies of the current evauation system and
their being appropriate to the job being evaluated, there was disparity between the opinion of
management and subordinate officers. With most of the respondents indicating a negative attitude

toward their current system.
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The second area of concern was the relevance of feedback for self-development obtained by
the individua being evduated. In this areathereisaclear split between the beiefs of management and
subordinate officers. Management perceives adequate feedback is being provided while the

subordinate officers do not.

With regard to the third area of concern, which pertains to the effect performance gppraisas
have on moralg, it is unfortunate, but the gpparent position of both management and subordinate officers
indicated that current evaluation systems have a negative impact on employee morde. Whilethereis
constancy, it provides somewhat of a sad commentary about our current evauation systems. Hopefully

this report can provide some information to improve the overal evauation process, from amorde

aspect.

The fourth and fina item on the survey asked if the process was thought to be avalid source of
employee assessment. While the subordinate officers were somewhat evenly split on the issues, the
management officers were much more positive about the current systlem. The exact rationae behind this
response is unclear however, possibly, the sysemsin place were providing information that management
officers could use or it might be that management played a sgnificant role in developing the document

and were more informed with regard to what could be obtained from them.

The demographics portion of the survey provided little if any rea sgnificant information outside

of providing sorting capability. The frequency of evauations and the history of evaluations proved to be
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of no red vaue. Unfortunately, the inquiries regarding what impact changes in evauation systems have
made in the past three years were not very reveding. While it had been thought this would have shown
possible trends, no information of substance was gained. Possibly with alarger study group this materid

would have been more reveding.

The results of the materid obtained in the four main items of the survey, supported by
clarifications obtained by telephone survey (which supported the origina survey instrument responses)
suggest that improvements are needed to develop an effective appraisa process for the fire service.
The content of this pgper will focus on the ways of developing and implementing an effective

performance gppraisa system.

The literature review and the survey resuts indicated appraisa systems are not dways as
effective as organizations believe. In the recommendation and discussion portions of this document

methods and concepts of providing an effective performance appraisal process will be presented.
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DISCUSSION

After dl is said and done, organizations exist because certain needs can be met only through the
collective efforts of individuads. As such, an organization is only as effective as the talents, capabilities,
and performance of its employees. A performance evauation program isintended to motivate
employees to develop their talents and capabilities to the mutua benefit of the employee and the
organization. Unfortunately, performance evauation is too often viewed as an exercise designed to
determine the amount of pay increase to be awarded an employee. Thisis only one aspect of

performance evauation. An effective program must meet the following objectives:

1. Provide information on job expectations and performance stlandards to the employee.

2. To keep the employee and high level managers periodicaly gppraised of the employee's
performance during the evauation period.

3. To identify an employee s strengths and weaknesses for the purpose of providing on-the-job
training or forma indruction amed at providing performance in the position presently held and
quaifying the employee for career development opportunities.

4, To identify employees with potentia for promotion, transfer or specid assgnments.

5. To provide a system of monetary incentives based upon individua performance.

6. To improve supervisor/employee communication by providing a process for the devel opment of

mutua goals, objectives and evauation criteria.
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There are avariety of types of performance evauation sysems in usetoday. These include
essay appraisals, peer review, ranking systems, production based systems, descriptive rating systems,
critical incident based systems and many others. All have advantages and limitations, advocates and

critics, regardless of the type an effective sysem must contain the following components:

1. Job related. That isthe criteria on which employees are evauated should be directly relevant
to the jobs they perform. There must be different criteriafor each job or job family inan
organization. A secretary in the fire department should not be evaluated on the same criteriaas
acompany officer.

2. Significant. The criteriaused for performance evauation should not only be job related, they
should aso be those which are most significant or criticd to the job being performed.

3. Accurate. The system should reflect actud differencesin performance. Those receiving the
highest ratings should be the best performers.

4, Reliable. There should be consstency within a given rater and between raters. Evauations
should dso be free of bias. In other words, subjective judgements should be minimized such
that the ratings given one employee by two raters or evaluators of an employee made on
different days of the week or at different times of the day will be essentialy the same.

5. L egally Defensible. The recommended system should be capable of meeting applicable legd

standards of job relatedness and overdl validity.

It isrdlatively easy to identify job related evauation criteria. The difficult part isidentifying
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measures or standards of performance for each criterion. Thisis a problem because criteriasuch as
time and production standards, quaity controls, sdles volume, profit and other widely used standards of
the private sector are not easily trandferable to the public sector. It is extremdy difficult, if not
impossible, to establish redigtic sandards for the variety of work done by government employees, and
to develop reporting systems to measure performance againg the standards and to fix individua

respongibility for accomplishment.

In the purest sense, an employee’ s performance is measurable only asresults. Results are
outputs, the actua products of job performance, and as such should be measurable by quantity, qudity,
cost or time standards. Moreover, if results are to provide meaningful measures of employee

performance they should:

1. Bedirectly related to organizations, work unitsor individual goals. The primary function
of any organization is, after all, to obtain certain goas related to the purpose of that organization.

2. Be measurable. The evauation, on the basis of results, assumes the results are quantifiable
and that standards exist or can be established againgt which to measure their attainment. 1t dso
assumes that systems exist or can be established to collect data required for a measurement and
that such systems are reliable and practicable.

3. Be attributable to the employee. For an employee to be eva uated on the basis of results,
responsbility for achieving specific results must be directly attributed to the employee and the

employee must be able to affect the resultant outcomes.
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Another key factor in the evauation process is the avoidance of rater errors. While most
supervisors and managers take this process serioudy, they can be affected by attitudes or emotiona
fedings regarding their contact or association with the employee. It isimportant to review the potentia
attitudes, tendencies, or inconsstencies in the evaluation of employees that result in inaccurate ratings.
Most rater errors can be attributed to use of an inadequate performance evauation system or
inadequate training of evauators. Research has indicated that the most common rater errors are: hao or
horns effect, centrd tendency, positive lenience, negetive lenience, Smilar to me, contrast effect and the
recency effect. Anyone can be guilty of these errors and in fact most evauators are not aware they are
making an error. By making evauators avare of rater errors, it is possible to substantidly reduce their

occurrence. The common rater errors and ways to avoid them are as follows:

Halo effect and horns effect. The hao effect is atendency to rate an employee who
demongtrates outstanding performance on one criterion, high on al other criterion; conversdly rating an
employee low on dl criterion because of unsatisfactory performance on one criteriais the horns effect.

Some way's to reduce the hornghalo effect include:

1. In cases where an employeeisrated uniformly low or high on dl criterions recheck each rating
to insure they accuratdly reflect the employee s performance on each criterion as defined.

2. Ask yoursdf if the employee has done anything you particularly like or didike over the past few
months. If so, could it be affecting your rating.

3. Maintain accurate records of the employee's performance.
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4, Become thoroughly familiar with the evauation criteria. Remember each criterion is a separate

element of totd job performance.

The next area of rater error, which will be reviewed, is the central tendency or leniency errors.
This occurs when the evauator rates amgority of the employees as meeting job standards which is
typicdly the middle leve of the rating scale on eech criterion. If more than eighty percent of an

evauator’sratings are a the middle of the scale, centra tendency may be present.

Leniency errors refer to the tendency to not use the middle of the rating scde. Positive
L eniency occurs when the evauator gives al or adisproportionate number of high ratings. Asa
generd rule, if more than fifteen percent of an evauator’ sratings are at the top of the rating scae, or
more than forty percent of the top two levels then positive leniency may be occurring.
Negative L eniency isthe opposte of postive leniency. If an evauator gives more than ten percent of
al ratings a the lowest leve of the rating scale, or more than twenty-five percent a the two lowest
levels, then negative leniency may be aproblem. It isnot an error, however, to give a disproportionate
number of either high or low ratings when those ratings are deserved. Thefollowing isalist of waysto

reduce these errors from being included in your evaluation process.

1. It should be remembered that most employees will probably be performing at apoint that is just
below the job satisfaction standard or just above average at the exceed job standards level on

a least some of the criterion.
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2. Remember, few employees are outstanding or unsatisfactory in every ement of job
performance.

3. Compare ratings with the ratings given by other evauatorsin your divison or department. I
your ratings are congstently higher or lower than those of others, aleniency error may have
been committed.

4, Confer with other evauators to make sure there is a common agreement on the interpretation

and use of the ratings scales.

The next area of rater error, which should be explained isthe smilar to me and contrast
errors. The similar to me error is atendency to give dightly higher ratings to employees who are smilar
to the evauator in attitudes, education, work habits, persondity, etc. than to employees who are not.
Friendships and persond loyalties can aso precipitate this type of error. The contrast to me errors have
anegative ramification for employeeswho are in contrast with the evauator. Similar to me and contrast

errors can be avoided by:

1. Reviewing evauaions to determine if employees smilar to the evauator are receiving the higher
ratings. Be particularly dert for this problem with respect to friends of the evauator.

2. Reviewing evauationsto seeif lower ratings are being given to employees who are very
dissmilar to or didiked by the evauetor.

3. Avoiding direct comparisons between individua employees. Ratings should be based on the

criterion and ther definitions.
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Therecency effect dso presents as an error generator in evaluations. Thiserror results from
inadequate monitoring of an employee’ s performance throughout the evauation period. Twelve months
issmply too long of a period to retain menta notes regarding an individud’ s performance. If records
are not kept throughout the year, the evauator’ s ratings will be unduly affected by recent performance
of the employee. The way to avoid this error, of course, isto maintain an ongoing record of employee
performance during the evauation period. A form and procedures for monitoring evauation

performance should be developed to enhance the supervisor/manager’ s record keeping capabilities.

The results of this study clearly focus on the need for adequate planning and training before

implementation of an employee gppraisal process.
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RECOMMENDATION

A number of benefits are attained from taking the time and making the effort to provide an
effective performance gppraisal sysem. From a management standpoint improvement in gppraisal
systems is needed from the aspect of design and support. Design issues include spreading employee
gppraisas over the entire year to reduce the appraisal workload during a specific period of the year,
reducing the amount of paperwork associated with the evauations and providing clarity with regard to
the purpose of the appraisal process. There dso is the thought that instead of providing a multitude of
ratings or degrees of efficiency the gppraisal should indicate the trait being evaluated and the indication
should be smplified to “meets expectation” or does not “ meet expectation”. The in-between variables
are confusing and cause problemsin explaining the degree of efficiency which, in most cases, just causes

rater variance, and alack of organizationd consstency.

From a subordinate perspective, the manager is the element that needs improvement. This
study suggests the need for enhanced performance planning, better performance monitoring during the
year and ongoing feedback during the year. When the review takes place, managers must take the time
to conduct effective reviews, minimize persond fedlings, put considerable emphasis on employee

development, and increase two-way communication.

In generd, to be effective, the employee and the supervisor/manager need to be educated in the

system, its good points, and its potentid pitfals. The following main points are seen as overal



32

recommendations in the development and use of an effective and productive performance gppraisa

system.

Every employee, including all manages and subor dinates, must have clear
under standing of the appraisal system. Everyone needs to understand the goals of the process;

without understanding, the process will be fraught with confuson and mistrust.

Consigtent and ongoing training for manager s and supervisorsin the application of the
system isessential for its success and to makeit valuable to the employees and the
organization. The gppraisa process must be conducted skillfully and efficiently or the system will lose
its credibility. If the wrong message is given to the employee positive activity and traits will not be

supported and negative work habits will not be corrected.

The development of clear performance standardsis an essential foundation for the
evaluation process. To make the gppraisal process effective clear goas should be established to
determine proper employee activity. Thiswill dlow the employee to understand what future action

should be taken: to continue acceptable performance or to correct unacceptable behavior.

Informal, ongoing appraisals should be used to support the formal process. With
ongoing, informal meetings progress can more redigticaly be monitored. The gppraisal processisonly

as effective as what happens during the year. An ongoing process of regularly scheduled informa
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meetings can enhance the employee' s understanding of the supervisor’s expectations. These meetings
will dlow minor course corrections in employee activity and will facilitate the correction of minor

problems before they become major concerns.

Supervisors and manager s need to be willing to conduct useful performance appraisals,
and should be evaluated themselves asto their ability to do so. Some of the literature and the
results of the survey in this report indicate that, at times, management believes that the gppraisd system
and thair gpplication of it is fulfilling the function for which it has been developed and they will be less
than willing to make changes. It aso should be noted that any failures of the system are the
respongbility of management. Effective management and supervisory application of an effective
gppraisal process requires on going training and eva uation process review from an application and

communication standpoint.

Theappraisal process should be continually under review. The intended function of the
process should be current. Lines of communication should be developed to ensure that essentid job
functions are being evauated. Employee comments should be obtained to understand perceptions that
are being developed with regard to the process. If continud review is being conducted the system and

itstraining can be corrected to address shortcomings that devel op.

Through proper training and the development of a positive attitude toward a progressive

gppraisa process, the key resource of the fire service, its personnd, can be fully utilized.
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APPENDIX

FIRE SERVICE PERFORMANCE EVAL UATION INFORMATION SURVEY

Information will be used in an Executive Fire Officer research project
(PLEASE COMPLETE AND RETURN BY DECEMBERBER 1, 1997, BY MEANS INDICATED AT THE BOTTOM OF THIS FORM)

INTRODUCTION

The following survey has been developed to evauate performance gppraisal programsin thefire
sarvice. Thisingrument has been developed to determine expectations and existing activity with regard
tothisissue. Input is being requested from fire service administrators and supervisory personnel.

® Prdfileof Survey Participant’sFire Department Department Name:
(Check the mogt gppropriate box and fill in the blank)
O Fully Pad, OO Combination, [ Volunteer Prepared By:

Number of Memberson your Department?

® Pogtion of Survey Participant

(Check the position that is most gppropriate in the following)

40 hour Administrative Officers

O Fire Chief, [ Deputy Chief, [ Other Adminidrative Officers
Shift Adminigtrative and Supervisory Officers

[0 Shift Commanders (i.e.,, Digtrict Chiefs, Battalion Chiefs, Commanders, and Captains)
[ Firgt Line Supervisors (i.e. Captains, Lieutenants)

@ History of Participant’s Appraisal/Evaluation System
How old isyour current performance appraisal/evaluation system?
[0 New sysemthisyear, 1 2-3years, [1 4-6years, [1 7-12 yearsold, [1 13-plusyears

@ Freguency of Evaluations
e Annual e Bi-Annual e Quarterly e Other

@ INSTRUCTIONS

The following survey questions are designed to dlicit your opinion regarding the effectiveness of current
performance appraisa/evauation programsin your fire department. Evauate these items as they rdate
to your position, and use the last three year s as aframe of reference to indicate if this condition or
aspect has changed.

Use the scale provided with 10 being the most positive opinion or highest level of agreement with the
satement and 1 being the least positive or the highest level of disagreement with the statement, and N/A
where appropriate.
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1) The competencies of the current eval uation program are appropriate to the job being evauated.
-1-2-3-4-5-6-7-8-9-10 +
If the evauation system changed in last three years, in this aspect, was the change appropriate
and progressive.
N/A- 1-2-3-4-5-6-7-8-9-10 +
Comments

2) The process provides relevant feedback on self-development to the individua being evaluated.
-1-2-3-4-5-6-7-8-9-10 +
If the evaluation system changed in last three years, in this agpect, was the change agppropriate
and progressive.
N/A-1-2-3-4-5-6-7-8-9-10 +
Comments

3) The process has a positive effect on employee morae.
-1-2-3-4-5-6-7-8-9-10 +
If the evauation system changed in last three years, in this aspect, was the change appropriate
and progressive.
N/A- 1-2-3-4-5-6-7-8-9-10 +
Comments

4.) The processis avalid source of employee assessment.
-1-2-3-4-5-6-7-8-9-10 +
If the evaluation system changed in last three years, in this agpect, was the change gppropriate
and progressive.
N/A-1-2-3-4-5-6-7-8-9-10 +
Comments

PLEASE RETURN COMPLETED SURVEYSBY FAX, MAIL OR IN PERSON:

TO: RALPH CZERWINSKI, FIRE CHIEF WK PHONE- (847) 470-5226
MORTON GROVE FIRE DEPARTMENT FAX — (847) 965-7711
6250 LINCOLN AVE.
MORTON GROVE, IL 60053
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